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IBIORAVDUN FOR:  Deputy Director (Administration)
VROl Ascistant Direstor (Personuel}
SUBJECT: Oral Examination of Applicants.

1, FROEIEN: To develop machinery through which oral examination prosedures
gy be applled o detarmine and to advise the Assistant Direchor fox
Pergommel on the suitability of appllcants to f111 jwdor; intermediate,
and high lsvel positions in the Central Intellipence Agency.

2, AS5UIPTIONS: (a) All of the means smployed by CIA for the selection of
parsomel should be almed ab bringing iato the Agency Mighly competent,
loyad ermployees whe are wall motivated to Join in performing the Agensy!
rdas.ons .

&

{(b) Bince & major cbjective of the carear service program of CIA
is to provide oppoerbtudiides for gromth and advansemsnt to irndividual
siployees, it is Lmportant that incoming persormel have potentialities
wilch measure up to the opportumities avallabls.

(e} Criteris of suitability must ba adapted to the caresr field
within vhich a prospactive employoe's development and advancement will
be made possible.

(d8) Forming the bost possible ecbimate of an applicani's sult-
a1ty for career employrent ls subjech to limitations no matler how
well applicants from oulwide are sereened, investigated, and tested.
Provislon for orel exainsbion or imberviewing of applicants, confiueted
by officlals with exparisare in and hmowledge of the Ageroyts intellligence
cperations and requiremenbs, will incresss Uw posaibilities of employing
only thoss persons who can be relied upon 4o ba effective members of
the Spencyis work foree. ‘

: : The © Sexvice Comdtise sdopled and included in 1ts

3o %%&g&% :%g 1&%&3&% of ibts mk’:’..ng group on Trainces that
8 Profesgional Selection Fansl be estubiished under the direction of
4 Career Sarvice Board to "review selection standards, including
medicsl standards; for and the qualifications of all canmdidates wp to
and ineluding the grade (GS-A4l for overt and ssmi-~-govert professiogal
positions. The Punel wiil also, whan requested by an Assistant Dirsctor
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srrange for the testing of & candidate in the 0S-12 tm\xgh 05=15 cate=
gory, Teview s q 1ons and make rescrmendations io the requsst-
{ng Uffice.” {Tab L, CIA :

{b) The achedils of employment pwmamﬂ& operations proposed by

e Caresr Service Comrittes provided for the ‘Professional 5 tion
. Panel to hold interviews with emdidates fn the catepories dofined above

subsoquent to vesting, personnel screening, medical elsarance; and
security approval, but in advance of the individual's entry on dubys

(o) In developing its operating plans, the Professional Selaction

?am}. has omitted any proposal for sopdueting: interviews with prlicantce

and (b) the examination of individual cases of applicants or trial service
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Tiw Panel's position appears tn have stammed from the belief “hat the
workload entailed in the adoption of the intorviewing step vould imposs
prohibitive demands wpon the time «f the merbers, and would sntall an
wdus expenditure of furdia to yrovide transportation for appidcants &

(d) Parsuant ¢ instrustions piven it by the Career Serviee Board,

the Panel is concentrating lte activities upon (a) the formulation of.

criteria concerming over=all e tability to work in CIA on & caraer busls,

employees where doubd is cagt on suitability o work in CI2 on & carosr
basis as & result of admind strative or marginal information developed oY
the Inspection and Socurity, ledlcal; ad Parsomnel Offices and the Crfgdnn
of Training. Iis recommendations with respeet to each case are forwsried
directly to the Assistant Director (Personnel).

~ {e) The operations of the Board of Exariners of the Forelem Setrice
were cited by the Career Service Cormittes in its final roport to the ICL
as supplylng an analogy +n the proposed role of the Professlonal Selsction
Panel. Actually, cral axaminations of Forsign Service applicants are con=
dueted not by the Board members but by the Dxecutive DMroctor of the Doard
mih the assistance of a group of Deputy Examiners chosen annually by the
Toard, These De Examiners are chosen mainly for their skill in orsl
testing, (Tab A : -

DISCUSSIONs (a) Dest estimates vhich can Bo
; entry on duty of persomnsl in troda ol
GS-15, predicated on an Agoney celling of [N

(1) GS-7 through G5-11 (includ-
ing GS-5's tho are appointed
to junior officer positions), = o 00

mads with respect o the
tesories fron Gi=7 through
are as followss 25x9A2

o (2) CS=12 tm’»’@ G’Sﬂls e o e;’o 5

ey
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an interviewing load of at lsast 60 and 30 howrs for groups
examining these two categories, respactively. It can be assumd that some
applicants would not survive the interviewing step; accordingly, workload
agtimates vwuld be expanded by thds factor,

(b)) The wmillingness of the Professional Selsction Panel to assume
the role of an oral axwamining body can be appreciated, taking into account
the fact that the appointed members would have to perform this function.
Sixty hours of interviewing time--in addition to thair full time dutiss
ard responsibilities-~would have represented a substantial burden for
these manbers.

(¢) The workload of interviewing candidates for positions in
grades G5-7 through GS-11 would be considerably less burdensome if
distributed among a larger group than the fivs voting members of the
mreseat Selection Panel, by desigmating Agemcy officlals to serve
az interviowers for relatively short periocids of time,

(d) The Carver Service Commttes recommended that the jurisdiction
of the panel include individual candidates for positions fron GS-17 ’
through G5~15 whan requested by the Aasistant Director concernad, Howover,
the criteria applied in oral examinations of applicanta for rrhddle
and senior level positions wuld be substantially different from thooe
used far Judor officer caniidates. For the latter group, the intervie®
should be used to furmish the basls for an appralsal of the individualls
promize for caresr devolopment witiin the area of opportunitica afforded
by the Agency. For the wore senlor personnel, the intervisw must yield
an appralsal of the applicant's all-around capabilities and qualifications
for intelligence functions. The establishmemt of separate examinding
bodiea for sach of these two categories of applicants would, perhaps
accomplish improved interviewing results., Senior level licants should
be evaluated by high lavel Agency officials whose re 1lities have
glven them broad perspective of the Agency's requirements.

(e) Thes present Prcfessional Seleztion Panel doss not appear to
rest on sound organizational principles. It is now an appendage of the
Career Service Board, which itself has no command funciion or authority.
lonetheless, CIA ste in ths Panel authority to "finally
spprove on behalf of the Apency the selsction of all professional per-
somel" up to G8-11. In effect, this statemsnt of function disperses a
command responsitility (i.e., &ppointuent authority) to a committes~type
Panel vhish does not exist witldn the Apensy Mne of commnd: However,
wder the provislons of CIA the Panel's present respon-
mibility i=s advis instead of fi:1l with respect to the ermployment of -
intividual appuc:gao

STy Tarormticn

An avarage allotmant of one howr per irterview mu:‘udl tharsfore, couprise

W
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(£) Problems ensountered by the Forelgn Service appear %o b3
relovant for CIA. The Foreign Service's Board of Pxaminers was astab-
1ished by lsgislation to function under the goneral supervision of the
Board of the Fareign Service. A report (Teb A) prepared by the llanage=
ment Staf? of the Stete Department points out that the present dispersion
of persomsl recrwitment and examiming responsibllity batween ths Board
of Examinsrs on the one hand, and the Persomnel Office on ths other has
not been condusive to realizing a positive, cohesive personnél program.

g, CONCLUSIONS: (&) Improved persomsl sslpction could be expected to
recult from installation of a progran for interviewlng applicants for
pon-clarical posmitions by representative groups of Agency officials.

(b) DBecause of differences in emphasis on selectiocn criteria,
bgses of manbarship fox the interviewing bodies should be
established for applicants for Jjumlor and intermediate positions on
the one hand, and senior positions on the other.

(¢} The interviewing bodies should be so organized that the
effoctiveness of their operations will not be irpedad by the demands
mdauponthaﬁmofofﬁcialsmingasintmﬁmaa

6> RECOMIIDATIOB: (a) That there be established (1) & Senior O%ficer
Examination Board with examining juoriadiction for grades CS=12 and
above, and (2) a Junlor and Intermediste 'L zamination Board; for grades
087 through GS-11 (and lower grades when the canlidate is to be 8
trainee for @ professicnal position,) These Boards tould have respon-

£alling within ths prescribed grads ranges. Cince the operations of
the Professiomal Selection Panel would be duplicated, the Panel should
be diwonﬁmdc

(b) That the Senlor Officer Examination Board be conaztituted as
an advisory body to the Assistant Director for Persomel, to whom
respensibility for exexclsing the appolntment function has been delegated,
lemborahip should be drawn from among chiefs of major organizationsal
componentts (office head leval) and other serior officials ccoupying
positions of not less than grade (8=17, The Board should comprise at
least thres merboars. Vambers should be appointed to serve for six

appointments stagpersd to for cantimity.

Ths memberaldp of the Board should be as roadly rerresentative of the
Apgancy's majer organizational elements as is possible., Whensver
nscessary, the Board should be authorized to call upon assistance from
persomnsl with aspecilalized backgrounds. lsetings should be hald at lsast
once weekly. Ths Assistant Director (Perscrmel) would designate a Perw
sonnel Officexr to serve as Doard Secretary ard to be available for tech-
nical persormel advice and assistance. Tbe Director of Cantral Intelligence
and the Deputy Directors could at their option partieipate in the pro-
ceedings as ex~officic meubers.
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(6) That the Junior amd Tutermediste Dxamtmsticn Board alse bs
constituted ou an adviswy basls to the Pergormel Office. This Board
would comprdss three manbers designated from suweh parts of the Agenuy

- 88 vAll assure a reasongble degren of Agensy-wide represontetion, As
wlth the Senior Doard, metbers wwld be appointed for six months, with
. staggered tourg, Uembership should be limted to Agersy officials in

not less then grade 0515, - The Doard should be convencd on & o
bagle to dopess of all penilng cases. A Personnsl Offloer would be
nawd to provide Secrotariat dutiss and Yo give such tecknical personmsl
adrice as might Yo requited. As in {b) above, tha Board should be
authordzed to call wpom wrpert assistarde. Similarly, the Direstor of

- Coutral Intelligerve and the Depraty Divsotors could partisipate in the

work of the Board on mn ex-offieis capacity,

(d) Thet inetruetions 1smed Lo establish the Boardis Lnsure regular

pretdelpetion by %he spoointed mecbersy &lbbough the worklosd WiLl v

evoidsbly add & sizesble burden upon Board membars, the effeutiwm% of
ths oral mxxnmg wogran will _dap_ﬁm haavily pon the guality 9:"1;1;@

- Loard's work.

. (@) That where the Aseistant Diractoi (Personnal) fosls & courss
of aviiom should be taken wideh would be different Sron that, recommondsd

- by either of ths two boards propossd abovs, he vould present the sase o
- the Deputy Prsctor (Admirdstration) for final deolaton, . . o -

(e Ree:bgmﬁim that, t&w oral mﬂmﬁm represents another atap
in the employmrt Mrecesing operation, sprlisants should be brouphh 4

Washinglen ot Geverament erpense for tha parposs of appearing baf'ore ths
 @ppropriate orsl exendring Board. Although the polygrapiing of applicante
- elor to eral fafarviers with the Domrd would soretimes sliminate the'

nsseaglty for further crandnation, it would «deo run the rigk of woetting
8o pereons prior to thelr appsaranse before the Board, Polypraphing,
however, should %u hendlsd bofors the individua) returns to Ws homa, -
Derogatory informetion elinited through the polypraph procass might, of
course, require roconsideration of the applicant by the Board, - Trana-
portation expensos te carry on this program vould entail an eotimated
annusl Ageroy ecperditure of $150,000, ~ SR

-~

/e/ W.H, O, Yorrls, Jr,
' W N, Y. IDRRIS, dR.
Agsistant Director (Parsonnel)
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